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No longer is there a national debate on the question, "Does the private-
sector employer have & responsibility Po assist in mending the social fabric?"
When the question is presented in conéext with their economic obligations,
business policy makers will‘freely agree that they share the burden of pro~
ducing a response to poverty, prejudice, alienation: meny of the elements
which define the spectrum of disturbing, and sometimés destructive, behavioral

changes are manifest in this era., They will also tend to agree that the most

appropriate response they can make is through the jobs in their custody; these

instrumental means for individuels to seek terrestrial salvation..

The businessman has also come to the point where he is ready to share
with the public sector the burdens of adjusting to these new obligations.
The Reséarch and Policy Committee of the Committee for Economic Development:

1/ .
(CED) issued a statement in 1971, tipled Social Responsibilities of Business

Corporations. In the foreword to tg;é-report, the co~chairman of the
Research ‘and Policy Committee, Mr, ﬁgilio G. Collado, quotes from remarks
he first made in 1967:

o o » that business should do much more to meet social needs,
that we were not quite sure how to carry owt this new committment
to social problem solving, and that to get results business and
goverrment would have to develop an effective partnership.'g/ ,
Business and goverrment produced a partnership in early 1968, The
goverment devised a contracting procedure to subsidize the extre costs
encountered by private-sector employers who would provide jobs and training
to'persons known to be herd-to-employ. The process was labeled Job Oppor-
tunities in the Business Sector (JOBS).

Simultaneously, scme members of the business sector announced formation
of their channel for active involvement in the process of providing employ-
ment for excluded persons; the Netional Alliance of Businessmen (NAB) weas

established for the purpose of selling the JOBS program to other businessmen

across the United States,



In the first four and one-half.years of its existence, this business-
govermment partnership developed & uniform national structure with‘standard
patterns of operation that.are carried on in three groupings: First the
NAB, with a national headquarters in Washingtoh.and 160 offices in ﬁadbr
cities, is known to the public through business exeﬁutives who are "loaned"
to NAB by their employers for periods of a few weeks to’a year; three months
is the typical period of service, These men work for NAB to influence otler
businessmen to become involved with the JOBS progrem. Two.means are used
to produce such involvement: the "good faith" pledge to hire "disadvantaged'
employees, and the subsidy contract.

This subsidy contract is the key instrument of the second‘sector of the
partnership which is based in the Manpower Administration (MA) of the Depart- .
ment of Labor. Through its regional offices, the MA conducts negotiations
with employers who have developed an interest in JOBS; it then administers
the contracts that develqp;

Finally, men placed in NAB 5y the various state employment service
(SES) offices become key individuals with the local metro in their area,
Usually the SF® assigns several representstives to coordinate the respon-
sibility of those district ﬁanpower specialists in the SES whb are working
to £ill job orders for "disadvantaged" persons. The period of NAB service
of these SES representatives qften spans that of several groups of loaned
businessmen., Thus, the former tend to become imbedded in the local NAB
structure,

NAB-JOBS is a three-wa& partnership, two of the partners being govermment--
federal and Iocalw--and the third, business, But is it an effective partner-
ship? 1Is ﬁAB-JOBS really moving businessmen to hire a substantial percentage
of people that they would not have employed before? Some criteria are

suggested to enable a response to these questions.



An understanding of the effectiveness' of the partnership can be obtained
by compsring (1) the spending progrems requested by federal plenners each
year for NAB-JOBS, (2)-the value of the contracts actually placed by the
MA with employers, and (3) the value of the on-the-jjob traiﬁing services
provided, indicated by funds expended in those years. Table 1 shows the

record available,

Table 1

Total Funds Programmed, Obligated and Extended
for the JOBS Progrem. (Through June 30, 1970)

Fiscal (A) Programmed B (B) Obligated c (C) Expended
; A B
Millions Percent _ Millions = Percent Millions
1968 $11k,2 74.3 $ 84.9 70.8 $ 60.0
1969 209.9 60.3 126.6 39.1 Lok
1970 175.0 %.6 _168.9 12.8 21.7
Total $499.1 76.1 $380.4 34.6 $131.7

A

Source: Comptroller General of the United States. Report to the
Congress: Evaluation of Results and Administration of the Job Opportunities
in the Buginess Sector Program in Five Cities. Washington, D.C.:
United States General Accounting Office, March 24, 1971, p. 7.

The Comptroller General's Report, commenting on the record shown in
Table 1, indicates that the |

.e.Budget estimates submitted to the Congress by OEO and the
Department of Labor in support of requests for fiscal yeer 1970
funds for the JOBS program totaled $420 million. After various
reductions by the Congress and administrative adjustments by the
Office of Management and Budget, the Department of Labor and OEO,
appropriations totaling $280 million were mede a.va.ila.ble for
fiscal year 1970.

‘In April, 1970, the Department of Labor transferred $105
million t6 other manpower programs and ectivities. This transfer
left a total of $175 million available for the JOBS program.



. Az of June 30, 1970, Department records showed that $168.9

million or about 97 percent of the aveilable funds for fiscal

year 1970 had been obligated. This amount represented about 40

percent of the program funds originally requested., Of the amounts

obligeted only $21.7 had been expended at the end of the year. 3/

The capacity of private-sector employers in this country to respond to
a significant proportion of the econcmic need of poor people appears rather
meager when the géps between plans and achievements for the three years is
viewed. The nation set out to spend nearly $500 million with privdte business
to provide the least employable with an extra boost. There are now growing
doubts regarding the effectiveness of this manpower channel; even with
reasonable intentions, only $131.7 was translated into services provided
and paid for. But will the doubt be stilled, to some degree, by the long-
term impact of the businessman's involvement in the NAB program? (1) Is
there growth of & new understanding of the problem of poverty brought about
by the personsl involvement of influential individuals in business; and,
(2) is,the experience of voluntary participati;n in JOBS programs leading
individual firms on to more significant participation in JOBS contiacts.

Response to these questions involves study at the micro level of the NAB~-JOBS

struétufe--the local metro office of NAB.

Backeground of NAB-JOBS

On January 23, 1968, President Lyndon B. Johnson introduced a new plan
into the manpowe? prOgrmms of the nation, It consisted of two parts: a
federally funded trairing~in-industry plen nemed Job Opportunities in the
Business Sector (JOBS), and an organizatiocn formed to market the concepts
«of JOBS to private employers. This organiiation was built on a periodically
changing staff of vcglunteered business executives and was labeled The National

Alliance of Businessmen (NAB).
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In his special manpower message to the Congress with which NAB-JCBS
was announced, the President said:

Our past efforts, vital as they are, have not yet effectively
reached the hard-core unemployed. , . .

In our thriving economy, where Jjobts in a rapidly growing private
Sector are widely aveilable and the unemployment rate is low, the
"meke-work" programs of the 1930's are not the answer to today's
problems,

The answer, I believe, is to train the hard-core unemployed for
work in private industry:

-The jobs are there: 6 out of every 7 working Americans are

employed in the private sector.

-Government~supported on-the~job training is the most effective

gateway to meaningful employment: 9 out of every 10 of those

who have received such training have gone on to good jobs,

=Industry knows how to train people for the jobs on which its

profits depend.
So, with this conviction he launched the JOBS program as ". . . & new part-
nership between governmént and industry to train and hire the hard~core

2 .

unemployed." The only specific charter he placed on the NAB was to
"Help put 500,000 hard-core unemployeg/into productive business and indus-
trial jobs in the next three years,"  The detailed methods of providing
the help requested were left to the National Alliance of Businessmen.

The immediate congressional action required by announcement of NAB~
JOBS was minimal, The President asked only for the prempt approval of
$244 million in funds to carry out the enlarged program JOBS represented
for fiscal 1969, Start-up funds were mede available under & provision of
the Manpower Development and Training Act, allowing for a redistribution
of the apportiorments to the several states after the first six months
of the year if the funds had not been obligated and if the Secretary of
Labor decided the national interest required the redirection. Funds from

the Economic Opportunities Act were similarly obtained,



The JOBS program indicated clearly that subsidized onfthe-Job training
hed become the method of choice for federal maﬂpower éfforts during the
gecond half of the 1960's. There was considerable resistance to this
trend from two gources: the proponents of vocational education; and the
advocﬁtes of total envirommental change for the rehabilitation‘bf the hard-
core unemployed. The 1atte¥ saw the Job Corps as their chosen instrument
and, with some justification, correlated its decline with the rise of JOBS.

The advocates of vocational education as the method of providing the
disadvantaged with channels to work focused on the use of MDTA resources
for institutional training., .But the problems inherent in correlatihg
the occupational needs of the labor market with available curricula and
in developing jobs for trainees, added to the apparent cost disadvantages
of classrocm training, weighed in'favo;hgf the shift to on~the-Jjob training
(o). ? |

Programs which preceded JOBS were started in Chicago, Detroit, and
New York~-cities that either had been rocked or had beccme highly sensi-
tized by civil disturbances in their poverty districts shortly btefore the
business communities decided to také‘ﬁ hand. Between 1966 and 1968, each
of these major cities developed responsive orgenizations with the involve-
ment of private employers to provide jobs for frustrated ghetto residents.

At the time the unrest in these poverty ereas was breaking into open
violence, the MDTA institutional and OJT progrems were being restructured
from training for industrial skill éhortages into training for a route
out of poverty. In the face of complaints from ghetto leaders that these
programs8 were not reaching the hard-to-employ, govermment manpower planners
sought more direct ways to involve employers in finding and training the

disadvantaged.
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As & result, in July, 1967, the Labor Department obligated $14 million
_through contracts with six training subsidiaries of private firms and one
schbol system to provide training and placement assistance for disadvan-
taged workers in ten cities., The employment was to be within their own
or other closely linked organizations.
Experience with this early attempt to achieve more direct involve-
ment on the part of private industry, sometimes called MA-1, ‘Z/
resulted in two important findings: (1) the successful preparation
and on-the-job training for the average of $750 per trainee under
the MDTA-OJT activities and (2) better performance was experienced

~in training enrollees who were guaranteed a job at the end of the
progrem. 8/

Next, "The President's Test Program" was announced in Cctober of 1967
as & "pilot program to ally the forces of government with those of private
industry in a joint attack on hard-core unemployment." It was designed
to encourage businessmen to establish plants and busimesses in or near
ghetto areas in five cities. They had to commit themselves to employ
the di;advantaged and/or provide managerial assistance to small businesses
employing slum residents, Among other reasons, the five cities (Boston,
Chicago, Los Angeles, San Antonio, and Washington, D.C.) were selected
because each of them hed functioning Concentrated Employment Programs (CEP).

The President's Test Progrem was & $40 million job-development effort,‘
intended to be a joint undertaking of sgveral federal agencies-=-the
Departments of Labor, Commerce, Defense,‘the Small Business Administra-
tion, and the General Services Administration--operating out of a single
office in the Department of Commerce, The program was well received by
businessmen; some 160 companies expressed interest in being involved, It
was probably this demonstration of the willingness of the private business-
men of five cities to get into job development for hard-core unemployad

that sparked the formula for participation that became JOBS.




The JOBS program has gone through a number of changes since it was
announced early in 1768. It has been developed and implemented by a
series of individual manpower assistance contract guidelines, officially
designated MA=3 through MA~6. The orgenization which is the most likely
choice for the label of "Pattern for NAB" is Plans for Progress (PfP).

_In 1961, President Kennedy issued Executive Order 10925 establishing
the President's Committee on Equal Employmeh%?Opportunity (PCEEO) and
returned to that group the investigative procedures and enforcement Powers
to combat employment discrimination within federal government agencies
and in companies holding government contracts., The delegated powers had
been in separdte agencies under‘the,previous eiecutive order, Vice-
President Lyndon B. Johnson became the first chairman of this cammittee,

Also in 1961, Lockheed &Aircraft Corporation responded to events at
their Georgia plant by developing a plan to remove all traces of separate
treatment of racial groups. It was called Lockheed's Plan for Proéress.

Cther major éerosPace and defense contractors recbgnized the growing
leadership role which they were being urged to take in providing equal
-access to jobs created by public purchases. In 1961, approximately ten
of the largest defense contractors established Plans for Progress nationally
&t a cooperative edjunct to the President's Committee on Equal Employment
Opportunity, the coordinsting federal agency for efforts of this nature.

By January, 1968, when President Johnson announced NAB's formation,
"PCP had been operuting for about seven years as the vehicle by which
private employers registered their cooperation in the government's
program of equal opportunity employment. Scme, such as Herbert Hill of
the National Assﬁciation for the Advancement of Colored People, regarded

an employer's ". . . signing of a 'Plan for Progress' as a way of securing

St S AT ST %0 b s



immunity from real compliance with the anti-discrimination provision of the
government contrazt.” 2o/ But such a "bridging" organization satisfied
both the need of the business community to preserve the illusion of‘inde-
pendence from government and the need of government for a flexible and
influential business entry point for OJT menpower programs. The design
“of NAB seems to be patterned after the structure of Plans for Progress.
| Henry Ford II was named the first National Chairman of the National
Alliance of Businessﬁen. He and Leso C. Bebee, a Ford Motor Company vice
president, probably had been given several months prior ﬁo the Pfesident’s
announcement to lay the groundwork for the organizations which were created
in fiscal year 1969. Fifty of the largest_metrbpolitan areas were selected
for the initial efforts, and concentration within them was upon the largest
companies. |
The method of organizing the metropolitan»efforts involved finding
‘ a top business leader in the area who would accept the responsibility of
.MEtro ﬁhairmﬁn, and then giving him a free hand to organize and ope£ate
the local effort. The accumulated experience of the voluntary efforts of
this first year were integrated by the national office and used as guide-
lines for the subsequent follocw-on and expansion programs, thus resulting
in a growing trend toward uniformity. ‘

. In the first four years of its life, NAB expanded from 50 to 160
»offices to provide coverage for the éntiré United States. The voluntary
nature has been retained by keeping the policy and executive positions
both in the national and local offices in the hands of business leeders
who serve "on loan" from their own organizations for a single fiscal year.
‘The businessmen "solicitors" who are-promoting the JOBS programs at the
operating levels are also loaned by their employers, though usually for

periods considerably less than a year-~three months is typical.

ERIC
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The voluntary flavor of the NAB operations seems to have permeated the
JOBS program which it promotes. Thelinitiating announcements of JOBS indi-
cated that it would be an entirely subsidized, contractually regulated,
on-the-job training program. However, the enlisting of business pertici-
pation through nonsubsidized, voluntary-cqmpliance pledging is one of tﬁe
major program activities in most of the NA3 Metro offices. In the Los Angeles
office, during the period of the study on which these observations are
based, the voluntary~ccmpliance pledging program involved more effort than
was invested in presenting and explaini;g the information regarding sub-

sidized‘contracts.'

The Los Angeles NAB Metro

This writer was directly involved in the activities of the Los Angeles
NAB metro office from July, 1970, until June, 1971. He was & participant
researcher in the work of this local unit for more than a year, a period
which saw one complete change of the top businessmer. leaders--the Metro
Chairman and the Pledge Chairman~-and which also encompessed several groups
of loaned businessmen-solicitors., The product of this experience is & study
which does not support the view that NAB is changihg_business attitudes in
ways that will produce a growing response from emplo&erélin the alleviation
of problems of the disadvantaged.}—l

The findings of this study indicate .the following:

1, The quality, as measurgd by age and organizational status, of the
men loaned to NAB as solicltors tends to be decreasing. Over & two-year
period--July, 1969, po June, 1971-~a detailed analysis of age and status of
fifty-six golicitors indicated that the percentage of high;level men in thé
prime working years diminishedt There was a corresponding increase in the

percentage of solicitors at or near the retirement level of their working
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careers, The latter group does not find opportunity to bring new values
into the policies of their employers, Young men, who tended toward neutral-
ity in their ia:btitude about the NAB experience, made up about one-fifth
of the group.

2. More than 90 pgrcent of the businessmen loaned to the Los Angeles
NAB during fiscal yesrs 1970 and 1971 were used in the "freebies" program,
a program under which businessmen are solicited to sign a "good faith"
pledge.to select and hire persons who meet the "disadvantaged" criteria,
These 90 percent--the NAB solicitors-~had little or no involvement in the
presentation of JOBS contré,cts, although that activity was officielly con-
sidered a part of their concern.,

3. To provide motivation and intrinsic rewards for the loaned
businessman-solicitors, the Los Angeles NAE emphasized quantity, ‘such as
the number of JOBS pledges obtainud and the number of pledging companies.
There was little if any attempt to measure the growth potential to a dis:a.'v‘
advantaged person of the jobs pledged., |

L, Nearly 58 percent of the 6,001 job sloté for which businessmen-

solicitors loaned to Los fingeles NAB obta,ine? "good faith" JOBS pledges were

classified as secbndary.labor-market Jobs,
5. When a semple of 20 Los Angeles NAB solicitors were asked to appraise
vhich of 637 employers, from wham they had obtained "good faith" pledges,
had a high probability of changing employment prectices regarding the hiring
of disadventaged persons, they indicated less than 10 percent would fit the
category. The bulk of the work they had done was with employers they did
not cohsider likely to change as a result of the NAB effort.
6. Few Los Angeles employers who have accepted subsidized JOBS programs

under the Manpower Assistance (MA) contracts had previously participated in
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the "good faith" JOBS pledging program. Employers involved in all MA contracts
(246), negotiated at lesst a year after NAB-JOBS was lsunched, were checked.
While these employers did bhave one to two years to become involved in the
pledging program, only 22 (8.9 percent) had such prior experience, The
NAB-JOBS pledging program does not emerge as & major chennel of influence
toward the more disciplined involvement with disadvantaged persons, rerre-
sented by the MA contracts,

7. The chennels of influence bringing employers to & contract commit-
ment stand out in a random sampling of Los Angeles MA contracts. They are:
supportive services subcontractors ,'5/ the top NAB staff people, and the
advertising program. The contribution of the supportive services firms is
produced in the face of neutral, if not negative, treatment by NAB repre:-
sentatives,

8. The consortium form of contract produced over 35 percent of the
total of 11,972 MA contract job slots developed under Los Angeles NAB
through August, 1971, In terms of number of contracts the censortium form
mekes up only 7.7 percent of the total. Thus efforts invested by the Los
Angeles NAB in developing consortium contracts appear to yield a substan-
tially higher return in job slots than efforts to develop single campany
contracts., Consortium contract efforts appear as &n underdeveloped a.reé,.

If the Los Angeles NAB operations are reasonably typical, they suggest
that consideration by NAB nationally of the width of the gap between rhetoric
and the reality of accomplishments has been carefully avoided.

During the last three years, the Nationel Alliance of Business-
men has grown fram a brave but tentative idea to & strong and
dedicated organization, with over 160 metro offices and programs
in every state, More than 20,000 companies have Joined; these com-
panies have hired more than 720,000 disadvantaged workers and heve
provided thousands of loaned executives for the NAB's offices.

Largely because of the hire~first principle, this venture
into a cooperative government-business~labor partnership has been -



highly succes'sful, with the average earnings of trainees

rising dramatically. The success of this partnership is

an indisputable testimonial to the effectiveness of the > _

Americen business system and demonstrates its tremendous  1h/

potency when its abilities are brought to bear on a problem.

These are the glowing words of the two top executives of Alcoa who
guided the NAB through its third year., A piece of the reality behind these
words, however, suggests that at least one-third of these 720,000 disad- |
vantaged hires counted by the NAB did not chénge in any useful way the
condition of these working poor. They are still going to work for employers
tha,t provide low wages, poor working conditions, frequent layoffs, and little
opportunity for advancement. These employees and these jobs just happened to
fit the NAB criteria for "good faith" JOBS pledges; the "good faith" was
warped a bit. —

Another piece ‘of the reality suggests that a good many of the "thousands
of loaned executives"” neither represented a significent response by their
employers or were potentisl change agents within their organizationa.

This is not meant to question the potential worth of the partners*ip
program that NAB-JOBS can be and, to some degree, is. There are nwrerous
exemples of firms that have established sound programs, giving discouraged
persons new hope &nd self-respect. The uniqueness of the JOBS idea, "hire-
first," is the important element in providing the hopeless person with the
instant change thet can start the rebuilding process,

In view of the potentisl of the NAB~JOBS ides, it is unfortunste thet
it has become diluted and clouded be the"'good faith"” pledging program.

The need for numbers to measure accomplishment may be great, but they need
to be sound numbers if they are not toc erode the believability of their
source, The NAB~JOBS partnership of goverrnment and business (labor is
a.nother story) mey still have potential, but nc':t through the currént

approaches to the measurement of achievement.




14

The Study and Methods Used

The study Wh.ilch forms the basis for these comments is an evaluation
of the program of the Los Angeles Metro of the NAB. It defines the c;;x-
tent and the operation of the subprograms and coneidere their effectiveness
;boward the achievement of the local NAB objective.

In general terms, this objective is to influence private-sector
employers to change employment practices to include disadvantaged persons
who would have been rejected for employment if the employer had not been
exposed to the local NAB program. This is the dependent variable of the
local NAB system which was evaluated in the study.gé/

For the nurposes of the study, the :gzc;jective is considered to have
been achieved when the employer accepts a contract with the Manpower
Administration (JOBS/MA Contract) to hire and train a specified number
of disedvantaged persons. It is significant that when this occurs, the
employer has ceded to an agency over which he has no direct control a
degree of dominance over the qualifications of persons. he will employ.
Specifically he has aéreed to accept a reasonable percentege of the
disadvantaged persons referred to him by the manpower specialists in
the state employment service or by their counterperts in a Concentrated
Fmployment Program (CEP).

The independent variable is the confrontation of firms or groups of
firms with the progrem of the Los Angeles NAB Met'.ro.']'-'6 The program is
made up of three major subprograms which are considered, by NAB spokes=
men, to be articulated and related to one another as well as to the
objective. The subprogram which is closest to the objective concerns

the NAB groups directly involved in pre-contract activities: the Manpower

Assistance Comtract Subprogram (MACSP). Included are the professionals
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on assigmment to NAB from the California Department of Human Resources
Development and the‘man agsigned to the specialized work on consortium
contracts,

The loaned executives who function in the voluntary pledging sub-
program are not excluded. However, the pfincipal training provided
these executives relates to a subprogram aimed at the goal of establishing
a voluntary relationship with employeré. This subgoal is reached when
an employer signs a '"good faith" pledge to hire a mmber of disadvantaged
versons over the period of one year, In this second subprogram, the
employer does not relinquish any of his control over the employment process.
He may "self-certify" his compliance with the criteria established to
define the hires as disadvantaged, and this is called the Voluntary Partici-
pation Subprogram (VPSP).

As mentioned above, the activities of the loaned executives in the
Voluntary Participation Subprogrem include explaining the MA contracts,
They are instructed to mention contract programs to firms they contact,
but their major effort is not concentrated on this prime NAB objective.
Solicitors are prepared to concentrate on the subprogram which producee
pledges of voluntary participation in JOBS.

The rationale for the Voluntary Participation Subprogram includes
these assumptions:

1. Involvement in a voluntary progrem to hire and train the hard-
core unemployed tends to direct the employer's attention to the
magnitude of this problem and consequently to motivete him to
explore his responsibility for further involvement. This mey
lead to the acceptance of the content and constraints of the
MA contract as the most practical means to translate these newly

acquired concerns into action.




16

2. A business executive is more likely to respond to an appeal,
directing his attention to a social problem, and to c¢cnsider
a change in his organizational behavior if the request comes
to him from another businessmsn,
3. It is impractical to train loaned executives, who will spend
less than three months on first absorbing information and then
explaining to others the content of a complex social-chunge r
system, also to absorb and present the details of a contract
proposal.
These assumptions provide a base for what may be termed the major part of
the NAB Metro Progrem.

During the study, the Voluntary Participation Subprogram at Los Angeles
utilized & larger number of man-hours than either the MA Contract Subpro=-
gram or the administrative clerical sfa.ff. I+ was the most visible part
of the Metro's activities 'beca,use' of the large number of different men
who moved through it during the year. The JOBS pledges solicited by the
VPSP group generated about two-thirds of the numbers used by the NAB
national management informetion system to compare the activities of verious
Metros. The major portion of the numbers released to the general p'u'blic
about the performance of the National Alliance of Businessmen refers to
Jobs for disadvantaged generated from the activities of the loaned execu~
tives' VPSP in the 200 Metro offices across the nation. |

Figure 1 assembles the elements of the independent-dependent variable
system_of the Los Anéeles NAB Metro which have been discussed to this point.
The independent variable is made up of the parts of the NAB Program: MA
Confract Subprogram, and the Voluntary Perticipation Subprogram. The

dependent variable, the objective, is to increase the movement of private-
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sector employers toward participation in JOBS contracts as & result of
thé/N‘Il}Metro efforts. The diagram shows as the area of impact, the
private-sector employer (A) who is uninformed about the National Alliance
of Businessmen a.nd- the JOBS program. This is un employer who has not
considered deliberately seeking out hard-to-empioy lebor; he may beccme
aware of these matters by a contact from the VPSP or the MACSP or from
some source outside the NAB Metro. He may be moved to (B) then, and
subsequently, with inputs from MACSP, moved on to (C). This would be
the positive outcome of the dependent variable. The employer (A) might
also have moved directly to the MA Contract (C). This, too, is & positive
outcame, If the employer (A) moved to (E), the impact of the independent
variable would have to be cia,ssified as negative., Employers who come to
(D) would be classified as null with relation to the program of the NAB

MLtro, as would employers who remain at (B).

Participative Observation at the Los Angeles NAB

The study, the background for these observations, was deéigned to
provide information about the impact of NAB upon the enviromment it was
created to influence. It is based upon data ga.theréd by the writer from
Janua.ry 1970 through August 1971 and, as said before, it includes over a
yea.z(' of personal perticipation in the Los Angeles Metro as a "Volunteer
Businessman NAB Solicitor.” A His role as doctoral candidate to conduct
evaluative research was understcod by sll, Full disclosure to all persons
with whom he worked~ ves provided by both the NAB staff and the writer
himself.

His efforts directed to NAB interest included activity in soliciting
and obtaining numbers of voluntary participation JOBS pledges, development

of JOBS -consortium contracts§ NAB solicitor orientation and training
{
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programs, as wel) as NAB staff meetings and NAB executive programs to
recruit solicitors. These activities also produced substantial data for
his research efforts,

In eddition to the data provided by participative involvement, the
writer developed and applied & number of techniques directed toward the
purposes of. his study. He conducted terminal interviews with twenty of

- the businessmen solicitors; he surveyed the staff executives on the
objectives of the NAB Metro and the characteristics of loaned executives
over a two~year period; selected and conducted structured cese studies
with firms holding MA contracts; interviewed the labor representative to
the Los Angeles~NAB Advisory Board; and ran a study of channels of influence
on MA contract holders through a random sampling of the files,

The outcome of this detailed observation of the system of a major
NAB Metro provided the means to evaluate the degree to which objectives

are being met,

Objectives of the NAB Metro

The model of the NAB Metro proposed that goal achievement (the depen-
dent variable) be measured in relation to the application of the NAB
program (the independent va.ria.ble); An operationel definition of the
goal was required,

The public utterances of President Johnson and other prominent per-
sons associated with the Alliance were studied., Such sta.tem.ents‘ define
the objectives in breadth: |

OCur objective, in partnership with the business community,

is to restore the jobless to useful lives through productive

work. 18/

The President left the definition of guidelines for this ground-

breesking manpower progrem to his administrative staff 'a.nd to the NAB.
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However, he made it clear that in the gchievement of the employment and
training of jobless people, businessmen could expect to incur extra costs"
» o o it is appropriate that the Goverrment pay the extra costs as part

of the national manpower program.” The President's goal specification
implies that changes were expected in employer behaviorfég/

This vital element of such change gained in recognition. In the
Second Anmuel Report of the National Alliance of Businessmen, the Chairman,
Lynn A. Townsend, and the President, Byron J. Nichols, together state
that "We have succeeded in influencing substantially greater numbers of

American Businessmen to hire people they would not previously have con-

sidered gualified and to provide the tra}nin? that will enable them to
' 20
move ahead to better jobs in the future. By calling this an acccmplish=

ment they imply it as an objgctive.

Public goals statements were merely the point of departure in estab-
lishing measureable objectives for evaluative study of systems such as a
NAB Metro. The next step involved defining & set of eight credible goals
in the form of a questionnaire and the gathéring of responses from the
local leaders of the Los Angeles NAB.

The ratings given by the respondents to three of the statements support
the position that the major objective of this NAB program is to produce
changes in the behavior of employers which will result in the hiring of
disadvantaged persons whom they would not previously have hired.

The three statements ranked highest are;

"An objective of the Los Angeles Metro office of the National Alliance
of Businessmen is:

l. . . . to obtain job openings in 1ocai firms for.persons who
would not otherwise get jobs.
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8. . ., . 0 zet the private employer in this area to begin to

hire pe. ons that he is now rejecting.

6. . . . to get the private employer to change his employment
standards for entry level jobs."

The order given is the order in which the statements were ranked. Number l}
wag given the highest level of importance by all six respondents for an
averege rank:of 1.00. Number 8 had an average rank of 2.17 and number 6

an average rank of 2.67. 2/

By what means can it be determined thét employers have changed? The
employer who signs & piedge that he will voluntarily participate in the
JOBS program and agrees that, next year, he will hire and train disadvan-
taged persons mey do the task as thoroughly and effectively as the employer

who signs an MA contract to do the same for reimburéemenﬁﬁ But there is

reagon to believe that the full recognition of the magnitude of the task

- of hiring and training seriously disadvantaged persons is not likely to

be obteined until the organization actually engages in the effort over a
period of time. Since the employer with a JOBS pledge certifies to his

own compliance, it is not difficult to compromise his standards for
achievement. But if he has entered into an MA contract, the difficulties
are greater., Under a contractual relationship with the Department of‘Labor,
reconsideration involves bilateral control over a set of problems, and

the potential for persistence towards the NAB objective is greater;gg/

This objective is: sufficient modification of employment behavior to pra-
duce the required adaptation.

A number of other studies were reviewed which measure scme element of

‘the impact of JOBS (MA) contract experience on employer practices toward

23/
the hard-to~employ. They provided suprort for the observation that

involvement in the MA contract is measurable evidence that the NAB objec~

tive hes been achieved.

g
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The measurement of that objective was therefore established to be based
on the entry or nonentry into MA contracts of employers who had been éub-
jected to experience with the program of the Los Angeles NAB Metro. The
goal of the Metro is the development of the maximum number of contracts over

a given period.

The Voluntary Participation Subprogrem of the NAB

The activities of the Los Angeles NAB can be usefully considered under
two major‘subprcgrams: one, the noncontract JOBS pledging subprogram referred
to as the Volunta}y Participation Subprogrem (VPSP); the other, the Man-
'power Assistance Contract Subprogram (MACSP). The two subprograms are
assumed to be interconnected, The NAB views the VPSP as the leading edge
of a change experience for business managers in the nation. It is consid-
ered to be a beginning experience which will lead a substantial number of
them to more effective participation with disadvantaged énd unemployed
persons using the subsidy offered by the MACSP.

The writer's étudy does not support the NAB view of an interconnection.

In the evaluation of this NAB subprogram & number of elements were
considered: First was a study bf the industries which were providing
support to this subprogram through the loan of employees, Second was a
clasgsification of the age and employment .catus of these loaned business-
men, Third, the responses to the NAB experience of the three generelized
tjpes of solicitors were determined. Fourth, the influence of unionization
in the VPSP was developed. Fifth, and finally, the nature of the Jobs
pledged under the Voluntery Participation Subprogram wes measured and
classified,

Table 2 shows that for fiscal yeers 1970 and 1971; the financial

industries and aerospace-defense firms provided 76 percent of the manpower
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operacing iuc VISP. The sharp reduction in aerospace-defense participation
from'3i.6 to 19.5 pefcent between the two years probably reflects the
economic decline felt by this industry at that time. The lLos Angeles NAB
leadership for fiscal 1972 was fu:énished by the petroleum industry. This
will probably reflect an increase in the level of support from that
industry. 1In the second year, businesses loaning employees to the Los
Angeles NAB tended to use more marginally attached men, that is, men who

were at or near retirement or those who were newly employed by their firms.

Table 3 shows the age and employment cherecteristics of the 56 solicitors
who served -in the VPSP program during fiscal years 1970 and 1971. This
information came from the Metro Pledge Chairman,

Table 3

Characteristics of NAB Solicitors, Los Angeles,
Fiscal Years 1970-1971

Characteristics 1970 - 9 1971 %

i 30-60 18 72.0 18 58.1
® <30 5 20.0 7 22.6
= >60 2 8.0 6 19.3
o ! .
a E‘ ;. Top - - 8 25.8
‘:.ﬁg' ' Middle 16 64.0 13 L1.0
:é o Low : 9 36.0 10 32.3
™
S . § Seasoned 18 72.0 18 58.0
o8 E Near Retire, 3 12.0 2 6.k
Hao New 3 12.0 5 16.1
@&H.a | Retired 1 k.0 5 16.1
:;. Special* - - 1 3.2

§
-l

Total Number of
Solicitors 25 : 31

*Solicitor as private consultant was retained to fulfill NAB obligation.

x
o
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The characteristics of the sclicitors were generalized into ithree cate-
gories, and interviews were conducted wiblli ¢U mun dAiuvbiiluted {u these
categories to determire their response to the NAB experience. I+ has Louu
suggested by other cammentators on the NAB program that one of its most
important henefits may be its experientiel impact on the participants.

The first type of soiicitor is the young man, under age 30. He is
a relatively new man in the organization that loans him to NAB, frequently
a management trainee, He is usually a collegn graduate, It is unlikely
that he has any prior knowledge of NAB.

The young sclicitor recognizes unfavorable as well as favorable
aspects in being singled out by his employer to serve with NAB for several
months (usually three). He views as unfavorable being taken out of his
career mainstream for this pericd, but he recognizes that his NAB activi-
ties will attract the attention qf the top executives in his own firm;
these men were the NAB contacts whHo agreed to loan his services. | He generally
accepts the concepts of the VPSP without question and works to produce the
results that are rewarded: quantities of JOBS pledges. By the end of his
service he has developed greater understanding of the sociel processes of
poverty and unemployment. He frequently begins to question the usefuihess
of much of his NAB efforts at alleviating these problems,

. The second type of solicitor is the man at the opposite end of his
career ladder., He has either been called out of retirement and provided
with a consultant's fee to perform the NAB service, or he is in the transi-
tional period that may come before retirement. He has ﬁsue,lly held an
upper management position, and has economic resources that free him from
concern for personal income, Hg was probably unaware of the existence of

NAB before he was asked to join its ranks as a solicitor.
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The business life of the older solicitor has not prepared him to under~
stand the objectives which the JOBS program is meant to serve. He tends
to believe in private business as the best source of jobs and the formula
that there is a right combination of econamic growth, educational prepara-
tion of labtor market entrants, and motivation for work which contains the
means to resolve unemployment. He is not, at first, in sympathy with a
program such a8 the MA contract, which involves the monitoring of an
employer's business by representatives of the govermment. Yet he comes to
question the degree to which small and medium sized businessmen will mecdify
their exclusionary employment practices under a voluntary JOBS pledge with
self-certification., His ideas regarding the characteristics of the poor
and of ethnic minorities come under attack a number of times during his
service with NAB, and socme adjustment is noted.

One of the older solicitors made the following observations to the
writer at the end of his service with NAB.

This has been an important experience for me in many ways.

I have had a number of eye openers. But what good is it going

to do? Iif I were not retired and were going back to my office,

you can vet I would be really working on getting scme certified

disadvantaged persons in there.

Oh! T sold them a pledge, but I don't know whether it will

change thi.igs there much. The company really would have been

better off to put an active manasger into NAB instead of getting

me out of retirement. But I'm glad they did.

The third type of solicitor falls in between the previous two categories.
He is usually well-established in his organization, frequently in a middle-
status staff position. Typically, he feels uneasy asbout being removed from
the daily affairs of his organization for a period as long as three months.

He is concerned that he may lose touch or may miss opportunities to enhance

his career, He will often have some prior knowledge of the NAB-JOBS Program.
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There is somewhat more variance in the impact of the NAB experience
upon this third type of solicitor than on the others. ¥requently the
demands on these operating executives in their own firms interfere, and
their involvement with NAB is minimal, Those who could devote more effort
to the solicitor's tasks tended also to be more critical of the achievement
of quantitieq of JOBS pledges at the expense of quality. They tended to
be the solicitors who produced leads for MA contracts.

The influence of unionization on the VPSP was noted as the fourth
element considered. The status of organized labor in the employer's plant
had an important influence on the VPSP, If an employer indicated to a
NAB solicitﬁr.that he dealt with union representatives and that it was his
practice to notify them when he needed entry-level employees, the NAB did
not have a procedure to involve the union in the recruitment of disadvantaged
persons for this emplqyer. Thus many empleyers with collective bargaining
units were, in effect, removed from the orbit of the VFSP.

It berame apparent that the absence of a link between the Los Angeles
NAB and the unions may be piacing a number of employers offering relatively
high quality jobs outside the influence of the NAB Voluntary Participation
Subpregram. Although & mechanism to establish a relationship with organized
lsbor in the los Angeles area was built into the Metro structure, it hed not
been developed. The Metro organization does have a labor liaison represen-
tative to the NAB Program, and the writer interviewed the man who ncminally
held this position. He is thebRepresentative of the Human Resources Develop-
ment Institute of the AFL~-CIO for the Los Angeles srea. He commented that
he wasvresigned to what he considered an unfriendly attitude toward labor
on the part of the leadership of this NAB Metro. As pointed out above, this
breakdown in communication resulted in excluding many employers with jobs of

relatively high quality from becoming involved with the VPSP,
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The final aspect of the elements of the VPSP concerns the nature of
the pledges obtained. In the process of securing JOBS pledges the NAB
golicitors gathered much information about the nature of the plédging firms
and the quality of the jobs offered. This information was accumulated &s
the solicitors tested the ideology of NAB against the reality of their
activities, Interviews with the solicitors, as they completed their periods
of NAB service, considered each individual firm from which they obtained
& pledge and measured the quality of the jobs obtained. The results are
summarized in Table h:gi/

The data relating to the quality of the jobs produced by the majority
(64.5 percent) of the solicitars involved with this NAB Metro in fiscal
1971 show that only slightly more than one~third of the job slots pledged
were found to be in the primary labor market--the kind of jobs which might
be eligible for JOBS contracts if the employer were interested. More than
half the jobs pledged are considered to be in the secondary labor market--low
wages, seasonal or high turnover, poor working conditions, little or no
security or protection from unfair or arbitrary work rules. These are the
Jobs occupied by the working poor--the underemployed=--most of which would
not be eligible for subsidy under the MA contract guldelines.

The study of the Voluntery Participation Subprogram of the Los Angeles
NAB evaluated tne effectiveness of changing employer hiring behavior toward
the disadvantaged. It was not found that Voluntary Perticipation brought

|
change of any consequence, nor that it is likely to link an employer to’

{
this NAB Metro objective of maximized acceptance of the MA contract. ‘

The Manpower Assistance Contract Supproé;am of NAB

The dual subprograms of the Los Angeles Metro of the Netional Alliance

of Businessmen are considered, by the local leadership, to be linked together.
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Sélicitors on ths GQuality
(F

Data from Los Angeles [iA i
iscal Year 1971)

3
of the Jobs Pledged

Solicitors, number suppliying data
Solicitors, total active 7-1-70 to 6-30-T1
Percent of active solicitors-in sample

Companies pledging for soliciturs in sample
Total companies pledging fiscal year 1971
Percent, pledging companies in samnple

Job slots pledging for solicitors in szmple
Total job slots pledged fiscal year 1971
Percent, Jjob slots in sample

Labor market classification of pledging companies in sample

) No.

Primary . 223
Secondary 352
Not clessified _62
Total . 637

Labor market clessification of job slots pledged

Vo.

Primary 2,278
Secondery 3,L66
Not classified 257
Total 6,001

20
31

6k.s5 .

637
1,189
93.3

6,001
11,865
50.5

lquao

-
o
o
L]

o

Solicitor's classification to probability of pledging company's change in

enployment behavior

Job Slots Companies
No. % No. %
High change probzbility 1,053 i7.5 61 9.6
Low change probability L, 096 65.3 k29 67.3
liot clessified 852 ik.,2  1hT 23.1
Total 6,001 . 100.0 637 100.0
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They are the foundation of the total NAB Metro program and are designed to
bring about detectable growth in the willingness of the business community
to modify employment practices relating to the hard-to-employ.

In studying the quality of the unsubsidized jobs pledged to NAB soli-
citors, it was determined that about one-third have potential to mect the

minimum standards required for the JOBS contract. Most of the remainder
were jobs of low quality in the secondary labor market. This fact alone
significantly limits the degree of interconnection the subprograms can
achieve,

Investigation then focused upon the Manpower Assistance Contract Sube
program (MACSP) to establish the channels by which employers were influenced

to assume the contract relationship.

A study was made of all of the MA-5 and MA-6 series contracts under
the Jurisdiction of the Los Angeles Metro to determine the proportion of
companies which hed participated earlier in voluntary JOBS pledges. The
study was limited to these two contract series because their starting dates
provided the participating employers at least one, and as much as three,
prior years of opportunity for voluntary JOBS pledging. Consortirm con-
tracts were excluded.

Table 5 summerizes the data and indicates that 22, or 8.9 percent, of
these 246 contracting firms might have come into the contractual relation-
ship through the VPSP, N

A separate review of the twenty~five consortium cohtra.cts active on
July 20, 1971, again disclosed the lack of a direct relationship between
the voluntary pledging program and influence to enter into contracts., Five

hundred and forty (540) firms providing 3,834 jobs slots participate as con-

sortium members under these twenty-five agreements, Of these 540 Los Angeles

firms, only two have been pledging employers to the NAB Voluntary Farticipo~

tion Subprogram.

el D, e a L taes

W
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Table 5 also shows that 211 (85.8 percent) of the 246 MA-5 and MA-6
contracts were held by companies with "No Prior Pledge" relationship to
NAB, An investigation was conducted to indicate the channels of communi-
cation and influence which brought these companies into the contracts.

A sample of thirty-four separate organizations holding MA-5 or MA-6
contracts was drawn randomly. This sample, with & related questionnaire,
was submitted to the Manager of Recruiting and Govermment Programs for
NAB,gé/ who reviewed it and supplied his knowledge. He also distributed
the questionnaires and individual company sample data cards to éontract
Service Representatives who had background knowledge of individuel contracts.
';‘he resulting .nformation is a composite of the responses of six men who
have been concerned with the development of JOBS contracts for periods
from between one and one~half to three and one-quarter years, Table 6
summarizes the information obtained.

For the sample selected, the group could not remember the initial
information channel on eight contracts. For the balance, the supportive
services organizations are given the most credit for bringing firms to
the contractual relationship; 7 of these 34 contracts were initiated by
such agencies, Presumably this i8 another testimony to the power of
poténtial profits in focusing energy. The NAB staff is given credit
for bringing 6 contract-oriented employers to the goal.gé/

This semple also indicates that the staff executives and the State
DHRD men, the least temporary NAB personnel, have been responsible for
developing about three times as many contracts as have the solicitors.
Those 2 contracts credited to DHRD may he considered related to the per-
formance of the Loa Angeles NAB staff system, since at least six of the

nine men at the Los Angeles NAB classifiable as steff are DHRD employees.

-

o
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~itial Information Chaan2ls

=i

wnAB Contract Holdecrs:

w)
(93]

—

+_
Iinformation Channsl Numbar Percent
1. Direct mail 0 . 0.0
2. Advertising in media . " -5 14.7
3. Noncontract pledge 0 0.0
4. Supportive services organization 7 20.6
5. NAB solicitor ' .2 5.9
6. Department of Human Relations
Development - 2 5.9
7. Firm's management involved
_ with NAB _ . . 0 0.0
i _ . . o
8. National contracts 2 - 5.9
9. (a) Other—-Los Angeles _ ‘ _ :
NAB staff® ’ 6 17.6
(b} Other--unsolicited
" employer contact . 2 5.9
10. No information 8 23.5
Total _ 34 100.0

dContacts which were made on the initiative of personnel in the
Recruiting and Government Programs Office, the NAB administrative
office, the Metro Director or the Pledga Chairman~-that is, NAB ner=-
sonnel other than solicitors. )

-
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Advertising generated five of the contracts, although direct mail
advertising was not identified as having paved the way for any of the con-
tracts in the sample., Apparently there is a certain-degree of social
concern in America which can be tapped by a general appeal.

National contracts entered for local employers at a location other
than Los Angeles accounted for two of the contracts in the sample.

Only two leads are definitely credited to solicitors, no more than
the two contracts generated by employers who made unsolicited phone
contact to inquire about the JOBS contract. In retrospect, it seems
likely that the respondents to thié questionnaire did not distinguish
between item 5 and item 3: if the lead was identified to them as
solicitor-oriented, it was probably accompanied by & pledge.

It is noteworthy that 6 of the 34 contracts in the sample (17.6
percent) indicated prior pledges. However, only 1 is associated by the
respondents with a NAB solicitor (item 5) as the source of the contract
interest, Three of the others indicate the Los Angeles NAB staff a3 the
source; 1 is a national contract, and the origins of the others are
unknown. There is no clear interpretation of this lack of association,
by the respondents, of contracts with a prior pledging record to the
solicitors' program. They apparently consider the NAB professional steff
responsible for a substantial portion of the voluntary pledges. The six
DHRD men do not become involved in voluntery pledging activities, whic..
leads to the conclusion that the top NAB officials~--Metro Chairman, Metro
Director, and Pledge Chairman--are credited with the three pledges which
became MA contracts.

The information gained from this random sampling of individuel MA

contract holders gives evidence that the important influences which lead
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to these contracts were advertising, supportive services subcontractors,
and the NAB leadership staff. Solicitors in the VPSP were low in influence.

Consortium contracts are a specialized form of the Manpower Assis-
tance (MA) Contract. They involve a group of companies which have
associated to barticipate on a pooled-efforts basis. The consortium
association thus formed has a legal relationship with eachlof the partici=-
pating companies, through a consortium agreement or other limited power
of attorney, to act for the campanies-on matters pertaining to the contract.
The consortigm may provide any or all of the suppoftive services for the
employing companies; or it may subcontract them to an organization special-
izing in providing such services:gZ/ |

$§ble 7 indicates that the consortium form of the MA contract has
tecome quite important to the dis#dvantaged unemployed in Los8 Angeles;
more than 35 percent of the job slots developed on contracts negotiated
for this area have come from consortium contracts. By ccmparison, the
single firm contracts supplied 52.3 percent of the jobs. The balance,
12,6 percent, ceme from national contracts--contracts negotiated elsewhere
but including employers in the Los Angeles area. I

Disadvantaged persons who enter on-the-job training through a con-
sortium-administered contract are more likely to have individual attention
to their particular needs than are those who come in through individual
firm contracts. In every consortium contract, a centralized administra~
tive unit is established to plan and control the orientation, counseling,
and education involved. In addition, this single unit plans the time that
the trainees spend at their training on-the-job. The major portion of the
27 contracts administered in lLos Angeles provide for one hundred or more

Job slots. Economies of such scale bring the concentration of more attention



Comparantive Importance of Single Firm, Consortium and
Hational Contract Forms at Los Angeles 1AB*
August 1971 .
Job Blots
. Ho. 7 Wo. %

Single-firm Contracts :

' MA-3: 3-'68/11-'68 33 80.5 1,315 78.8
‘MA-L: 9-'68/7-769 ks . 81. 1,853 L3.4
MA-5: 5-'69 on 5k 72.0 1,126 34.8
MA-6: 11-'69 on 172 96.8 1,980 70.5
ALl MA 304 - 87.1 6,274 52.3

Consortium Contracts

- MA-3: 3-'68/11-'68 - 0 0.9 : . Q. 0.0
MA-4: 9-'88/7-168 L 7.3 1,h72 34.6
MA-5: 5-'69 on 17 22.7 - .~ 1,891 58.6
MA-6: 11-'69 on 6 3.2 - 831 29.5
A1l MA - 27 T.7 4,194 35.1

} National Contracts )

Ma-3: 3-'68/11-'68 8 19.5 354 21.2
MA-4: 9-168/7-169 6 10.9 : 937 22.0
MA-S: 5-'69 on I 5.3 . 213 - 6.6
MA-6: 11-'69 on 0 0.0 0 0.0
A1l MA _ 18 5.2 1,504 12.6

Total Contracts _ )
MA-3: 3-'68/11-'68 L1 100.0 1,669 1.00.0
Ma-h: 9-'68/7-'69 55 100.0 4,262 . 100.0 - ..
M&-5: 5-'69 on 75 100.0 3,230 100.0
MA-6: 11-'69 on » 178 100.0 2,811 . 100.0

. All M4 : 3kg - 100.0 11,972 100.0
. 8These data were compiled by the Los Angeles Metro of the NAB from

the files of all contracts issued to firms under the jurisdiction of

his office and inciluded contracts issued before August 1971. Individual -

Firm Contracts and National Contracts apply to job slots located within

the boundaries of the Los Angeles tarritory designated for the Metro.

Thne Consortium Contracts cre those that resulted from negotiations

carried on under the Jurisdiction of this NAB Metro. Some of the job

slots produced are in NAB Metros out of Los Angeles, but contiguous to i%.
The data used have been limited to contract series which allowad

for consortia to be formed. The MA constructioa prior to iA-4 did not

have provision for this option. '

-

(P8)
(92
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to the unique problems of hiring, motivating, and training a group'of dise
advantaged--énd probably discouraged-~workers than any but the largest
individual employers are likely to achieve. |

There were 17 active consortium associations under the Los Angeles NAB
at the time of the study. The source of the initiative which led to the
generation of these contracts was, alsc, traced by the men of the California
Department of Human Resources Develocpment who were involved. They credit
internel NAB efforts for 7, including the largest, to account for 1,557
(40.6 percent) of the job slots. Supportive service organizations are
said to account for another 7 with 1,906 jobs (49.6 percent).. The remain-
ing 3 were generated by one o} more of the employers involved who may have
heard of the program through public reletions material, news stories, or
from any of the information channels, They account for 372 jobs (9.8
percent).

This evidence suggests that the consortium program, with only 7.7
peréent of the contracts, developed 35.1 percent of the job slots. The
other major Los Angeles Metro MACSP effort required 87.l percent of the
contracts to provide 52.3 percent of the jobs. The NAB cost for consortium
contract development is more than that for the single-firm type, but the
benefits;-jobs produced-~have much more than offset this. The consortium

portion of this \gubprogram seems to be underdeveloped territory for the NAB.
R

Y

L
Suggestions to Improve NAB Efficiency

These ccmments outline weys in which the efficiency of the NAB efforts
to accomplish their objective might be improved.
A. The Voluntary Participation “ubprogram.

l. There is little relationship between the efforts éf the sd%i-

citors and the objectives of NAB. Therefore, experimentation
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with the quality of the solicitors' experience is suggested.
Investing this experience with.a greater appeal to those execu-
tives who are the most influential in their organizations would
enlarge the NAB potential to create "the compassionate business-
man." This might be done by: (&) moving the location of the NaB
offices to which these businessmen report during their term of
service into one or more of the poverty neighborhoods; (b) apply-
ing an on-the~job contract tc NAB Metros, under which disadvantaged
rersons would be brought into the VPSP and given training to

team with a loaned businessman in his calls on other businessmen.
It is suggested that NAB expefimenp with developing & solicitor
rrogram which incorporates a job quality-rating system. The
system would reject employers whose jobs do not meet criteria
that enable-their conversion to MA Contract job slots.

Soliciting programs sre needed which utilize union leaders in

the area,

B. The MA Contract Subprogram

1.

It is *hrough the efforts of supportive services firms t%at
many companies come to MA Contracts. A system of.integrating
their activities with the NAB Metro programs could make &
significant addition to JOBS promotion. To accemplish this,
an objective method of rating the quality of service offered
by individual supportive-services firms probably would be
required.

Organizations in the nonprofit private sector are eligible for
particiﬁation in JOBS contracts, but the Los-Angeles NAB pro-

gram does not reach them. A promotional effort incorporating
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people from this sector could be established usirg the MA
Contract to promote their own as well as NAB's objectives.

3. It is suggested that the NAB increase efforts in the promotion
of consortium cohtracts. This facet of the NAB program provides
the largeét return of significant training opporlunities for
the efforts invested.

If a number of these suggestions evolve in the future as modifications
of NAB Metro programs, they may tend to tura them from programs of volunteers
into programs of professionals, from programs which depend upon the hypo-

~thetical capacities of business managers to integrate profits with altruistic
twinges to programs which ferret out good opportunities to plug in the dis-

advantaged and help them turn on.
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FOOTNOTES

"The Committee for Econemic Development is composed of 200
leading businessmen and educators. These Trustees are
generally Presidents or Board Chairmen of corporations and
Presidents of universities and are chosen for their indi=-
vidual capacities rather than as representatives of ary
special interests. By working with scholars they unite
business judgment and experience with scholarship in ane~
lyzing the issues and developing the economic problems
that constantly erise in a dynamic and democratic society."

The preceding statement is extracted from the followling source: Re-
search and Policy Committee of the Committee for Economic Development,
Social Responsibilities of Business Corporations, A Statement on

National Policy (L77 Madison Ave., New Yrrk, N.Y., 10022: Committee
for Economic Development, June 1971), back cover. '

Ibido ’ po 7.

Comptroller General of the United States., Report to the Congress:
Evaluation of Results and Administration of the Job Opportunities

in the Business Sector SJOBS! Program in Five Cities. Washington,

D.C.: United Steates General Accounting Office, March 24, 1971, p. 8.

The Manpower Report of the President: April 1968 {Washington, D.C.:
U.S. Govermnment Printing Office, 1 s Do xiii.

Tbid., p. xiv.

Ibid.; pe. xv.

MA-i designates the first "Marpower Assistance” contract format. There
have been five additional MA Contract formats’developed. MA=6 i3 the
current form.

"Job Opportunities in the Business Sector (JOBS)," Manpower Informe~

tion Service (Weshington, D.C.: Menpower Informetion, Inc., the
Bureau of National Affairs, 1970), MIS-RF-23, 21:1352, p. k.

Manpower Report of the President: April 1968, p. 200.

Herbert Hill, NAACP Labor Manual (rev, ed.; New York: NAACP Special
Contribution Fund, 1968), p. 30.

Philip H. Mounts, Business and the Hard-to~Employ: An Evalustive
Study of the Objectives and Programs of & Metropolit&n Office of the
National Alliance of Businessmen. (Unpublished doctoral dissertation,
University of Californie, Los Angeles, 1972.)

See footnote 2l for definition of "secondery lebor market Jobs,"
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13. Supportive services subcontractors are the commercial firms that may,
' under the MA contract guidelines, subcontract to an employer to pro~-
vide the services to sustain the disadvantaged person in adapting
to his new job. They are entitled to extract a profit from the MA

contract for these services.

14, National Alliance of Businessmen, "Chairman and President's Message,"
John D. Harper, Chairman and Willism C. Woodward, President, Annual
Report: for Fiscal Year Ending June 30, 1971 (1730 K Street, N.W.,
washington, D.C., National Alliance of Businessmen, 1971), p. 2.

15, The major source of quidance in the model deveAloped for the study
is the work of Edward 4. Suchman, Evaluative Research (New York,
¥.Y.: Russell Sage Foundation, 1967).

16, An outline of the selection and consideration of the influence of
intervening variables upon the local NAB system evaluated is pro-
vided by the follewing table:

Table A

The Impact of Intervening Variables upon
Manpower Assistance Contract Consideration

Impact on
Intervening - Contract Consideration
Variubles Favorsble Neutral Unfavorable
A. Internel to Firm:
Contact person--status high low
Union~-presence no yes
Ownership-~-breadth public narrow
Size-~employment »1,000 < 1,000
Attitude of leaders re
social respensibility high stable low
B. External to Firm:
Lebor market re poverty
aree , close distant
Primary customer government other
Assets location re
poverty area close distant

C. External to los Angeles
NAB and client firms: .
Eccnomic trends expanding steble contracting
Political attitude re
private sector manpower
programs toward stable away
Local leadership of NAB continuity change

Source: Fhilip H. Mounts, op. cit., p. 153.




17.

19.
20.

21.

22.

3.

ek,

Professor Melville Dalton is the principal socurce of insight into
the methods of participative observation. The strengths as well
as the shortcomings of metheds »f this kind of marginal researcher
are set forth by him in "Preconceptions and Methods in Men Who
Manage," Phillip E. Hammond (ed.), Sociologists at Work (New York:
Basic Books), pp. TieT76. ;

Manpower Report of the President: April 1968, p. xiv.

Tbid.

National Allience of Businessmen: Second Annual Report, yeer end-
ing June 30, 1970 (1730 K Street, N.W., Washington, D.C., 20006:
National Alliance of Businessmen, 1970), p. 2. (emphasis added)

Under the ranking method used, "1" represents an objective of
primary importance, "2" an objective of secondary importence, etc.,
"10" indicated that the objective statement was considered inappro-
priate, : .

U.S. Congress, Senate: Subcommittee on Employment, Manpower and
Prnverty, Committee on Labor and Public Welfare, The JOBS Program:
Background Information (Washington, D.C.: U.S. Goverrnment Print-

ing Office, 1970), pp. 1-6, 137-139.

Coalition JOBS, National Alliance of Businessmen/New York Urban
Corlition, The MA Contract in New York: A Report by Coalition JOBS
on MA-3, MA-L, mimeographed (55 Fifth Avenue, New York, N.¥., 10003:
Coalition JOBS, n.d.).

Bureeu of National Affsirs, Current Developments Section (/DLR/
IWo._181/, /Weshington; D.C., 20037: Bureau of National Affairs,
Inc./), "Full Text Section F," "Summary of Major Findings, Conclu-
sions and Recommendations on Job Opportunities. in the Business
Sector (JOBS) Program: Study by Greenleigh Associates, Inc.
(official Text)" (/DIR/ /No. 181/ Washington, D.C., 20037: Buresu
of National Affairs, Inc., 9=17-70).

Camptroller General. Report to the Congress. op. cit.

An evaluation was developed of the operating changes reported by
JOBS contract-holding employers responding to a letter from
Senator Gaylord Nelson. This evaluation indicated that 58 percent
of the 59 responding firms ssid that the locus of the process of
adaptation in employing disadvantaged was with the employer. For
the source of this determination see: U.S. Congress, Senate:
Subcommittee on Employment, Manpower and Poverty, Committee on
Labor and Public Welfare, The JOBS Program, Background Informa~-
tion (Washington, D.C.: U.S. Goverrment Printing Office, 1970),
pp. 1-6, 137-139.

The classification of employer and jobs as "primary" or "secon-

dary" is in relation to the "dual labor market concept” of Peter

B. Doeringer and Michael J. Piore. cf. "Equal Employment Opportunity
in Boston," Industrial Relations, 9, No. 3 {May 1970), 32k,
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27.
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"Workers and jobs in the United States can be charac-
terized as operating in one of the two sectors of the
labor market, a primary sector and & secondary sector.
The primary sector offers jobs which possess several of
the following traits: high wages, good working condi-
tions, employment stability and job security, equity and
due-process in the administration of work rules, and
chances for advancement., The other, or secondary sector,
has jobs which, relstive to those in the primary labor
market, are decidedly less attractive. They tend to
involve low wages, poor working conditions, considerable
variebility in employment, harsh and often arbitrary
disciplines, and little opportunity to advance."

The distinction between "secondary employers" and “employers with
some seccndary jobs" needs to be made. A "secondery employer" would,
for example, be the operator of a nursing hame with a dependence

on low-we.ge labor and little if any job advancement potential. An
"employer with some secondary jobs" may have s majority of primary
labor market jobs. For example, an aircraft assembly enterprise
which also employed a labor force to do janitorial services would
fall in this category.

This man was in charge of an Assistant Manager and four Contract Ser-
vice Representatives., All of these men were employees of the
Californie Department of Human Resources Develorment (DHRD) on
detached assigmment to the Los Angeles NAB. The Manager had more
continuous service with this Metro than any other person. He started
this "temporary" assigmment in April, 1968.

It is likely that the NAB staff persons who are developing and
bringing forward employers who become MA contractors are in the
leading executives' positions: the Metro Chairmen, Metro Director,
and Pledge Chairmen., These are the "movers and shakers" who have
their reputations and their self-images riding on the results

- produced.

National Alliance of Businessmen, Department of Commerce and Depart-



